The present study employed a qualitative research strategy for examining mentoring from the perspective of the mentor. A total of 27 mentors participated in in-depth interviews regarding their experiences as a mentor. The research focused on investigating issues related to the decision to mentor others. To meet this objective, four major areas of inquiry were examined: individual reasons for mentoring others, organizational factors that influence mentoring, factors related to mentor-protégé attraction, and outcomes associated with mentoring for the mentor. A number of interesting patterns of results were revealed through content analysis of the interview responses. Based on the results and an integration of other theoretical research, a series of propositions were presented to stimulate future research efforts. ᭧ 1997 Academic Press
als who have been mentored and the importance of obtaining a mentor for fostering early-career development (cf. Dreher & Ash, 1990; Scandura, 1992; Whitely, Dougherty, & Dreher, 1991) . By contrast, considerably less research has centered on the other member of the mentorship dyad-the mentor.
Despite recent efforts to address this gap in the mentoring literature (Allen, Poteet, Russell, & Dobbins, 1997; Aryee, Chay, & Chew, 1996; Olian, Carroll, & Giannantonio, 1993; Ragins & Cotton, 1993; Ragins & Scandura, 1994) , research from the mentor's perspective is fragmented and still in its infancy. Given the relatively sparse research in this area, there are many theoretical, as well as empirical, issues that warrant attention. Moreover, continued interest in the use of mentoring for employee development necessitates a more systematic understanding of both the antecedents and consequences of mentoring for the mentor. Hence, the purpose of the present study was twofold. First, of key importance to understanding mentoring from the perspective of the mentor is the discovery of factors that influence a mentor's decision to engage in a mentoring relationship. The present study investigated four areas of inquiry related to the mentor's choice to engage in a mentoring relationship: individual reasons for mentoring others, organizational factors that inhibit or facilitate mentoring, protégé characteristics that attract mentors, and the outcomes associated with mentoring others. Second, in an effort to stimulate additional inquiries in this area, an agenda for future research was developed in which the results of the present study were integrated with existing theory.
In pursuing these objectives, a qualitative field study was conducted whereby individuals who had served as a mentor to others were interviewed regarding their mentoring experiences. Since the issues under investigation have received limited research attention, in-depth interviews with mentors appeared to be an ideal vehicle for generating a rich database of information that can serve as a guide for subsequent quantitative studies (King, 1994) .
MENTORING RESEARCH
Given that informally mentoring others is not typically mandated within organizations, serving as a mentor is an additional investment in time that goes above and beyond the mentor's formal job requirements. Consequently, not all experienced senior employees become mentors. Hence, it is necessary to delineate the variables that influence or motivate organizational members to informally mentor others (Aryee et al., 1996) .
One consistent finding in the literature has been that those who have engaged in mentoring activities in the past report greater willingness to mentor others. Studies indicate that all types of mentoring experience (as a protégé, a mentor, or both) are positively related to willingness to mentor others (Allen et al., 1997; Allen, Russell, & Maetzke, in press; Ragins & Cotton, 1993) . Recently, several studies have linked personality variables with willingness to mentor others. For example, Allen et al. (1997) found that internal locus of control and upward striving were positively associated with intentions to mentor others, and Aryee et al. (1996) reported that positive affectivity, altruism, and organization-based self-esteem were significantly related to motivation to mentor others.
The aforementioned studies have primarily focused on differentiating between individuals who are more or less willing to mentor others. Very little effort has been made to ascertain the specific reasons why an individual would choose to engage in a mentoring relationship. In order to understand more fully the decision to engage in mentoring behavior, it is important to explore the motivational reasons that underlie an individual's choice to mentor others. Accordingly, one of the goals of the present study was to ascertain from mentors the personal reasons or motivation underlying why they mentor others.
As noted by Kram (1985) , organizational features can inhibit or facilitate the initiation of mentoring relationships. Features noted by Kram include reward systems, design of work, performance management systems, and organizational culture. With the exception of Aryee et al. (1996) , who found that an organizational reward system emphasizing employee development and opportunities to interact on the job were both positively related to motivation to mentor, research further exploring the relationship between organizational factors and mentoring has not been undertaken. Since Kram's seminal work was conducted, organizations have undergone vast changes in structure (e.g., organizational downsizing and restructuring) and work design (e.g., teambased work). Hence, another goal of the present study was to identify organizational factors that mentors believe enhance or interfere with their opportunities for mentoring others.
Another key to understanding the initiation of mentoring relationships is to examine protégé characteristics that attract mentors. That is, what are the characteristics that mentors are drawn to when selecting a protégé? As noted by Olian et al. (1993) , it seems likely that a mentor's perception of the expected benefits and costs and, consequently, decision to engage in the mentoring relationship are influenced by protégé characteristics. There is some research to indicate that performance potential is a factor in choosing a protégé. Kram's (1985) interviews indicated that mentors were attracted to lowerlevel managers with advancement potential, who wanted to learn, who were capable, and who were enjoyable to be with. Similarly, Olian et al. (1993) found that mentors anticipated greater rewards and were more willing to mentor protégés who were high performers than those who were moderate performers. Green and Bauer (1995) found that graduate students with more potential received more supervisory mentoring from their advisors than graduate students with less potential. Another factor that has been related to mentorprotégé attraction is interpersonal similarity. The similarity-attraction paradigm states that individuals who perceive similarities between themselves and another will be attracted to each other (Byrne, 1971) . Burke, McKeen, and McKenna (1993) found that mentors reported providing more mentoring to protégés who were perceived as similar to themselves in terms of intelli-gence, approach to procedures, personality, background, ambition, education, and activities outside of work.
Most research in this area has focused on delineating who is likely to be a protégé and who will receive a greater degree of mentoring. Little effort has been made to seek information directly from mentors regarding protégé characteristics that they find most desirable. Accordingly, another goal of the present study was to determine protégé characteristics that positively influence a mentor's decision to develop a mentoring relationship.
The mentor's decision to engage in a mentoring relationship is also likely to be influenced by the outcomes that he or she realizes by mentoring others (Newby & Heide, 1992) . The majority of research extolling the advantages of serving as a mentor to others has been conjectural rather than empirical in nature. For example, Zey (1984) theorized that mentoring provides four categories of benefits to the mentor: career enhancement, intelligence/information, advisory role, and psychic rewards. Hunt and Michael (1983) suggested that mentors gain satisfaction, esteem among peers and superiors, and selfconfirmation by mentoring others. Mullen (1994) proposed that mentoring primarily serves as an information exchange whereby protégés serve as a valuable source of information for their mentors. Benefits associated with mentoring revealed through case study or qualitative approaches include the personal satisfaction that comes from passing knowledge and skills on to others, exhilaration from the fresh energy provided by protégés, improved job performance by receiving a new perspective on the organization from protégés, loyalty and support from protégés, and organizational recognition (Kram, 1985; Levinson, Darrow, Klein, Levinson, & McKee, 1978) . The scant quantitative data available have yielded similar findings. Specifically, mentors report deriving personal satisfaction from helping junior employees, gaining new perspectives on lower levels of the firm, improvement of their own managerial skills, and being stimulated by the ideas of protégés (Klauss, 1981; Reich, 1986) . It is also important to consider that mentors may experience costs or negative outcomes as a result of mentoring others. The costs that have been associated with mentoring include employee jealousy, time demands, the possibility that mentors may be ''backstabbed'' by a disloyal protégé, and embarrassment if a protégé fails (Halatin & Knotts, 1982; Ragins & Scandura, 1994) . Although Ragins and Scandura (1994) recently developed a scale designed to measure perceived costs and benefits to mentoring, few efforts have been made to develop discrete categories of mentoring benefits or costs based on direct data from mentors. More concrete delineation of the outcomes that mentors believe they obtain from mentoring others should be helpful in better understanding the choice to serve as a mentor. Hence, another goal of this study was to generate a list of outcomes associated with mentoring others.
In summary, the purpose of this study was to extend our understanding of mentoring from the perspective of the mentor. In today's rapidly changing and turbulent business environment, employees at all levels of the organization are likely to encounter opportunities to serve as mentors. Further, as the ability to grow, adapt, and develop becomes more essential to organizational competitiveness, organizations are being called upon to facilitate life-long employee learning. The results of the present research should provide a stimulus for further theoretical development of the mentoring process and enable organizations to better facilitate effective mentoring relationships among employees.
METHOD

Participants
Participants were 27 employees from five different organizations who had mentored others. Of the 27 participants, 14 were female (51.9%), 23 were Caucasian (85.2%), 2 were African-American (7.4%), and 2 were from other minority groups (7.4%). Average age of the participants was 41.93 years (SD Å 9.06), average job tenure was 4.24 years (SD Å 2.86), and average organizational tenure was 11.48 years (SD Å 8.23). Twenty-three (85.2%) had obtained at least a 4-year college degree, with the remaining four having received at least some college education. The five organizations represented a diverse range of industries, including municipal government, health care, financial, communications, and manufacturing. Across the organizations, employees represented a relatively broad range of managerial job categories, such as Clinical Manager, Personnel/Human Resources Manager, and Chief Engineer.
Procedure
Human resource professionals within each participating organization were asked to identify individuals who had served as an informal mentor (i.e., not as part of a formal mentoring program) to others. Once mentors were identified, an interview was conducted by one of the three authors at either the worksite of the mentor or by telephone. When permission was granted, interviews were audiotaped. At the outset of the interview, mentors were assured that their responses would remain confidential and anonymous. Each interview lasted approximately 60 min.
Semistructured Interview
Interview questions were generated based on a comprehensive review of the mentoring literature. A standard set of questions was presented across the interviews; however, the questions were designed to be open-ended and interviewers had the flexibility to follow-up and probe further using additional nonscripted questions whenever new themes or information appeared. Questions were designed to solicit information related to each of the major content areas of the study. Demographic information was also collected at the beginning of the interview. A copy of the interview form is available upon request.
Data Analysis Procedure
A multistep content-analytic procedure was used to analyze the qualitative data. First, for each content area, one of the researchers reviewed all the applicable comments and grouped those that were similar in meaning. Once comments were grouped, the resulting ''dimensions'' were then provided a name to capture the meaning reflected in the group of comments (e.g., ''Desire to Help Others''). Next, a second researcher was given the names of the identified dimensions and recategorized each of the comments into the appropriate dimension. In cases where the two researchers disagreed, reasons for classification were discussed and the researchers came to an agreement regarding how most accurately to categorize the comment (e.g., move to another dimension). In some cases a new dimension was created in order to group comments accurately that had been previously misclassified. After the comments had been categorized, the total number of dimensions was narrowed by collapsing together dimensions with similar underlying themes. Since we were interested in common experiences among mentors, dimensions represented by a single, stand-alone comment made by one participant were deleted from further analyses.
Once the final list of dimensions was completed and agreement was reached, one researcher then attempted to collapse or cluster (Hycner, 1985) the dimensions into higher-order factors via the same process used for the individual comments. Next, the higher-order factors were reviewed by a third researcher, and any subsequent revisions were made via the same consensus process described earlier. The final higher-order factors were then presented to a doctoral-level researcher not associated with this study, who was asked to recategorize the dimensions within the appropriate factor. After agreement was reached regarding the higher-order factors, the content analysis process was completed. At each stage of the analysis, Cohen's kappa was used to statistically assess agreement (Cohen, 1960) . Finally, a quantitative analysis was conducted where the number of times each comment was made was calculated and recorded.
RESULTS
Mentoring Experience
Mentors were asked several background questions regarding their experiences as a mentor and as a protégé. With regard to their own experiences as a protégé, 25 participants indicated that they had been mentored by another individual during their career, with 18 of those 25 (72%) having been mentored by more than one individual. In terms of gender, 4 men reported having one mentor and 7 men reported having more than one mentor, whereas 3 women reported having one mentor and 11 women reported having more than one mentor (x 2 Å .68, ns). When asked to indicate on a 6-point Likert scale (0 Å ''None'' to 5 Å ''Extraordinary Degree of Influence'') the extent to which their most recent mentor positively influenced their own professional development, the average reported was 4.28 (SD Å .69). The degree of influence reported did not significantly vary across males (M Å 4.32) and females (M Å 4.25) (t õ 1, df Å 23, ns).
A total of 17 participants (68%) stated that their experience as a protégé influenced their decision to mentor others. In addition, 23 participants (92%) believed that their experience as a protégé helped prepare them for the role of mentor. The extent to which previous experience as a protégé influenced the decision to mentor others or prepared participants for the role did not differ across males and females (x 2 Å .17, ns, and x 2 Å .03, ns, respectively).
Regarding participants' experiences as a mentor, the average number of protégés mentored was 4.86 (SD Å 2.80, Median Å 4.00). Male participants mentored a slightly higher, yet not significantly different, number of protégés than did female participants (M Å 5.70 and M Å 4.17, respectively) (t Å 1.22, df Å 12.45, ns). In terms of how their mentorships were initiated, three participants (11.5%) indicated that their mentorships always began with the protégé approaching them and 5 participants (19.2%) stated that they always initiated the mentorship by approaching the protégé. Additionally, 18 of the 26 participants (69.2%) who responded to this question indicated that the initiation of their mentorships varied in that there were circumstances where they were first approached by protégés and circumstances where they first approached protégés (''mixed approach''). There were differences between males and females regarding initiation (x 2 Å 6.10, p õ .05). Eleven of the 12 men (91.7%) described the mixed approach, compared to 7 of the 14 (50%) women. One man (8.3%) and two women (14.3%) described their mentorships as always beginning with a protégé approaching them. Most interesting, however, was that 5 of the 14 female participants (35.7%) indicated that they always first initiated contact with the protégé. By contrast, none of the male participants reported that they always approached their protégé first.
Individual Reasons for Mentoring Others
Participants made a total of 84 distinct comments regarding the reasons they mentor others. These comments were initially categorized into 17 dimensions. Classification agreement between the researchers was very high at 94% (k Å .93, t Å 28.08, p õ .01). After revisions, 13 dimensions based on 76 comments were retained (complete step-by-step results regarding each stage of the dimension revision process are available upon request). From the 13 dimensions, two overall higher-order factors were identified: Other-focused and Self-focused. These factors were given to an independent researcher, who recategorized the 13 dimensions into one of the two factors. Agreement between the independent researcher and the study researchers was perfect (100%, k Å 1, t Å 3.61, p õ .01). The dimensions and higher-order factors are presented in Table 1 . 
Organizational Factors
In terms of the organizational factors that either facilitate or inhibit effective mentoring relationships, multiple dimensions were identified by the participants. However, in contrast to the previous content area where these dimensions were then grouped into higher-order factors, it was determined that the organizational dimensions were fairly independent, and hence, they were not grouped into higher-order factors.
Facilitating factors. A total of 30 comments related to organizational factors that facilitate effective mentoring relationships were identified. As presented in Table 2 , after revisions, 29 comments were grouped into seven dimensions. Agreement between the two researchers was significant (k Å .96, t Å 12.36, p õ .01), with 96.7% of the comments appropriately reclassified.
Inhibiting factors. In terms of the organizational factors that inhibit effective mentoring relationships, a total of 24 identifiable comments were made. After revisions, 19 comments were grouped into nine dimensions. Classification agreement between the two researchers was 91.7% (k Å .89, t Å 9.87, p õ .01). After subsequent discussion between the researchers, four final factors were agreed upon. These dimensions are presented in Table 2 .
Protégé Attractiveness Factors
A total of 140 distinct comments were made regarding the factors that attracted mentors to protégés. These comments were initially grouped into 32 dimensions. Agreement between the researchers when reclassifying the comments into the 32 dimensions was 89.3% (k Å .89, t Å 46.84, p õ .01). Subsequent discussion and revisions resulted in a final total of 117 comments grouped into 21 dimensions. Six higher-order factors were created to contain most of the dimensions (one dimension remained on its own as a higher-order factor, ''Protégé Reflection of Self,'' because it did not group with any of the other dimensions). An independent researcher reclassified the dimensions into the higher-order factors resulting in 95.2% agreement (k Å .93, t Å 7.87, p õ .01). The dimensions and higher-order factors are presented in Table 3 .
Outcomes Associated with Mentoring Others
Positive benefits. Regarding the positive benefits associated with mentoring, participants made a total of 76 comments that were initially grouped into 21 dimensions. Agreement between the researchers on the original classification of comments was very high (94.7%, k Å .94, t Å 24.72, p õ .01). Revisions resulted in 76 comments classified into 11 dimensions. These 11 dimensions were then grouped into four higher-order factors. Reclassification of the dimensions into their appropriate higher-order factors by an independent researcher was done with 100% agreement (k Å 1, t Å 5.59, p õ .01). The dimensions and higher-order factors are presented in Table 4 .
Negative consequences. A total of 25 comments regarding negative outcomes associated with mentoring was identified. These comments were dimensions, represented by 21 comments, was agreed upon. These dimensions were deemed relatively independent, and hence, were not further classified into higher-order factors. Table 5 shows these dimensions. 
DISCUSSION AND AGENDA FOR FUTURE RESEARCH
Based on the results of the present study, a series of research propositions was developed with the purpose of stimulating additional inquiry regarding mentoring from the perspective of the mentor. Rather than simply provide a laundry list of research questions, we attempted to provide specific research propositions grounded in existing theoretical networks, which we believe extend natural linkages to mentorship theory. Although each of the broad content areas addressed in the interviews is discussed, space limitations precluded proposition generation for all results. It is hoped that the results and the presented propositions will stimulate other research ideas.
Individual Reasons for Mentoring Others
In analyzing the reasons for mentoring others reported by mentors in the present study, two factors of behavior emerged, which were labeled ''otherfocused'' and ''self-focused.'' Other-focused reasons include the desire to help others, the desire to pass along information to others, and the desire build a competent workforce. Self-focused reasons include the desire to increase personal learning and to feel gratification. The existing empirical literature also provides some tentative support for this typology in that willingness to mentor has been found to be related to self-reported ratings of altruism (Aryee et al., 1996) and to upward striving (Allen et al., 1997) . Thus, mentoring others appears to be motivated by factors related to improving the welfare of others and by factors related to improving the welfare of the self.
Additional research should be conducted to help further refine what motivates or energizes an individual to mentor others. This is important, as the specific motives may determine what mentoring functions are most likely to be provided, the type of individual who will be selected as a protégé, and the amount of time that a mentor is willing to invest into a mentoring relationship. For example, mentors who are motivated by a desire to build a competent workforce may be more likely to engage in career-related mentoring activities (e.g., sponsorship, coaching), while individuals who mentor others based on a personal desire to work with other people may be more likely to engage in psychosocial mentoring activities (e.g., counseling, affirmation). Likewise, mentors who are primarily motivated by a desire to help others may be more willing to mentor a struggling junior employee than mentors who are motivated by a desire to increase their own personal learning. Finally, mentors who are motivated to mentor others due to a desire to free up their time for other pursuits may invest less time into a mentoring relationship than an individual who mentors others because of a desire to help others succeed.
PROPOSITION 1. Motives or reasons for mentoring others will be related to factors such as mentoring functions provided, who will be selected as a protégé, and the amount of time that a mentor invests in a mentoring relationship.
The reasons identified for mentoring others also parallel with the motives that have been described in the prosocial behavior literature for helping others (Schroeder, Penner, Dovidio, & Piliavin, 1995) . Simply stated, the prosocial research indicates that helping behavior may be motivated by egoistic concerns (i.e., helping will improve the welfare of the helper) and by altruistic concerns (i.e., helping will improve the welfare of another). Indeed, the large percentage of mentors who noted the desire to help others as a primary reason for mentoring seems to warrant the consideration of variables that have been associated with helping. One factor that has been found to be consistently related with helping behavior is ''other-oriented empathy,'' which is defined as the tendency to feel empathy and responsibility for the welfare of others (Schroeder et al., 1995) . Within the present study, mentors noted how seeing junior employees struggle triggered salient memories of their own early-career battles. It appears that mentors are describing a form of empathetic reaction. In turn, this empathetic reaction produces motivation within the mentor to reduce the other person's (protégé's) distress.
PROPOSITION 2. Individuals high in other-oriented empathy will be more likely to mentor others than individuals low in other-oriented empathy.
Consistent with past research, it was noted that the majority of participating mentors had been involved in a previous mentoring relationship as a protégé. This finding suggests that the norm of reciprocity influences the decision to mentor others (e.g., Gouldner, 1960) . When individuals feel as though they have been treated fairly, they are likely to want to give something in return. In the present study, mentors who believed they had benefited from the counseling provided by others reported feeling a sense of responsibility to give something in return. It appears that it is not just the experience in and of itself of being involved in a previous mentoring relationship that prompts a willingness to mentor others; rather, it is the felt sense of responsibility to give something in return for help received. 
Organizational Factors Related to Mentoring Others
Organizational factors also influence mentors' decisions to engage in mentoring relationships. The two factors most often reported in the present study to inhibit mentoring relationships were time demands and organizational structure. Embedded in both of these factors were issues related to the changes that organizations have experienced within the last decade. Mentors specifically noted that downsizing and restructuring were factors that inhibited their ability to mentor for several reasons. First, since individual work roles within today's organizations have typically expanded due to organizational downsizing, there are more constraints on a manager's time and these constraints make it more difficult to devote time and energy to mentoring activities. Second, mentors noted that they are hesitant to take on a protégé in a turbulent job environment where job security is an issue. That is, the mentor must consider if it worthwhile to invest in a relationship when the job of the mentor or the protégé may be in jeopardy. Third, in the flattened corporate hierarchy there are fewer individuals available to provide mentoring within the traditional mentoring structure of seasoned senior manager and junior employee. Although it has been advocated that mentoring can serve as a resource during times of organizational turbulence (Kram & Hall, 1995) , it is proposed that the aforementioned organizational changes inhibit opportunities for mentorships to develop.
PROPOSITION 4. Individuals who have recently experienced or are experiencing an organizational downsizing will be less willing to mentor others than individuals who have not experienced an organizational downsizing.
With regard to organizational factors that facilitate a person's ability to mentor others, the factors that were mentioned most often were organizational support for employee learning and development and company training programs. These findings suggest that the learning and development literature may provide another important source of information in identifying organizational factors that influence mentoring. Consistent with the research from this area, which indicates that support from others is a significant antecedent to developmental activity (e.g., Maurer & Tarulli, 1994) , the present results suggest that support from organizational constituents facilitates mentoring. Organizations that promote a culture espousing the value of developmental activity are likely to establish norms that lead senior organizational members to expect social and personal rewards for mentoring others.
PROPOSITION 5. Individuals who perceive they have management and coworker support for mentoring others will be more willing to mentor others than individuals who perceive that they have less support for mentoring from management and co-workers.
Protégé Attractiveness Factors
As suggested by Olian et al. (1993) , social exchange theory offers a framework for understanding attraction to the mentoring role. Exchange theory views an interaction between two people as an exchange where the costs of participation in the relationship are compared to the perceived benefits (e.g., Homans, 1958) . The results of the present study are consistent with this view in that mentors overtly stated that they expected and received reciprocation from protégés for their mentoring efforts.
The nature of an exchange relationship suggests that mentors will select protégés whom they believe can bring certain desirable attributes and/or competencies to the relationship, which will result in a relationship of mutual satisfaction. The specific attributes that mentors desire have not been clearly delineated. As the results of the present study suggest, protégé potential may be viewed by mentors in several ways. That is, it is not only ability or specific skills that mentors find appealing in a protégé, but indications of high motivation and a learning orientation are also important. What is less clear is the extent to which mentors may adhere to a compensatory or a noncompensatory model. For example, must protégés possess all three of the aforementioned attributes, or can a high degree of two of the three attributes compensate for a lack of one? Social exchange theory might suggest that protégé talent/ ability would be the most compelling factor in initially attracting the attention of a mentor. However, it seems likely that protégé motivation and willingness to learn will be necessary to generate further development of the relationship. As many mentors noted, if the protégé lacks drive and/or is not open to learning, the relationship will not progress and hence is less likely to be successful. Another attraction factor that emerged from the results was what was termed as ''help arousal.'' Some mentoring relationships are stimulated, at least in part, by the perception of protégé need. Hence, while mentor attraction to a protégé may be based on the identification of protégés with high potential, there may also be situations where struggling employees attract/win the atten-tion of a mentor. This finding also conforms with social psychological models of helping behavior, which suggest that acts of helping are preceded by the perception that someone is in need (Schroeder et al., 1995) . Protégé need produces an arousal state in the mentor, and consequently, the mentor is motivated to reduce the tension that results. Within this context, the nature of the cost/benefits exchange differs. That is, the mentor must weigh the costs of helping versus the costs of not helping before deciding whether to engage in the relationship. The outcome of this decision may vary as a function of whether the potential protégé who needs help is under the mentor's direct supervision. The costs of not helping will be more directly felt by the mentor if the individual is part of the mentor's own work group. In this case, failure on the part of the potential protégé reflects directly on the manager and the costs of not helping increase. Similarity may be the one overriding factor that determines mentor-protégé attraction. Mentors indicated that they were attracted to protégés who reminded them of themselves earlier in their career and that the factor that drew them to their protégés was seeing something in the protégé that was similar to themselves. This result is consistent with previous research where mentors reported providing more mentoring to protégés who they perceived were similar to themselves (Burke et al., 1993) . The prosocial literature also indicates that people are more likely to help others who are similar to themselves than those who are dissimilar. Mentoring protégés similar to the self may bring more rewards to the mentor in that it is more enjoyable to engage in relationships with individuals who share similar interests and values (Schroeder et al., 1995) . Moreover, positive outcomes may be easier to anticipate by mentoring someone similar to the self in that it is easier to predict their behavior. PROPOSITION 8. Mentors will perceive that there are greater rewards to providing mentoring to protégés who are perceived to be similar to themselves than protégés perceived to be dissimilar to themselves.
Outcomes of Mentoring Others
Overall, the results indicated that mentors reported receiving many more benefits than costs from mentoring others. The specific categories of benefits that emerged included the building of support networks, job-related rewards that focused on the self, job-related rewards that focused on others, and self-satisfaction. The results suggest that the rewards mentors associate with mentoring others are varied. Moreover, the findings speak to the ways mentors may be induced to engage in a mentoring relationship.
One theme that emerged from the mentors' responses is that they believed they often learned as much from the protégé as the protégé learned from them. This is consistent with the reconceptualization of mentoring suggested by Kram and Hall (1995) , which proposes that mentors are ''co-learners'' within the mentoring relationship. The results are also consistent with careerstage theories that have suggested that mentoring may be used to mitigate mid-or late-career obsolescence (cf. Feldman, 1988) . Given the vast changes in organizations and the nature of work, it has become more likely senior employees are novices with regard to new technologies and new services. Consequently, junior employees have a great deal to offer senior employees in terms of sharing updated information and knowledge. Hence, mentoring others can serve as an avenue of continual skill development for senior employees.
PROPOSITION 9. Senior employees more interested in personal growth and development will be more likely to mentor others than senior employees less interested in personal growth and development.
Although mentors noted that one of the benefits to mentoring others was assistance with their own job-related duties, the major disadvantage cited was the time that mentoring took away from other activities. While senior employees may still be willing to mentor others, the amount of energy that they devote to these types of activities may be on the decline due to increasing time demands within today's downsized organizations. Hence, mentors may analyze the amount of time mentoring takes away from completing their job duties against the amount of time they gain by grooming others to fulfill some of those responsibilities.
PROPOSITION 10. The amount of time that mentors devote to mentoring activities will be directly related to the degree to which they perceive that mentoring others also helps with their own job-related duties.
CONCLUSION
In summary, the present study extends previous mentoring research by contributing a rich base of information regarding factors that influence an individual's decision to mentor others. A number of common themes emerged from the results that should be helpful in designing future quantitative research efforts. Moreover, additional theoretical perspectives and specific propositions that can be used to guide investigations from the focal point of the mentor have been suggested. Given the extent to which mentoring can be an effective mechanism for creating and sustaining an organization's competitive advantage through the development of employee competencies, and by facilitating employee fulfillment in their career, additional research focusing on the mentor seems critical to expanding our understanding of mentoring relationships.
